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SUMMARY  AND  HIGHLIGHTS 


This  survey  was  undertaken  at  the  request  of  the  1961  Personnel 
Policy  Review  Meeting  (PPRM)  Evaluation  Committee. 


SAMPLE 


Responses  to  a questionnaire,  distributed  in  August  1963,  were 
received  from  676  top  level  officials,  both  line  and  staff  (including 
personnel  officers),  in  Washington  and  the  field.  The  composition  of 
the  sample  is  shown  in  Exhibit  1 (page  4), 


QUESTIONNAIRE 

The  questionnaire  contained  98  statements  concerning  personnel 
policies,  practices  and  procedures.  These  were  derived  from  answers, 
given  by  people  who  had  attended  the  PPRM,  to  four  ’’open-end”  questions 
distributed  in  August  of  1962,  to  obtain  judgments  as  to  whether: 

a.  the  recommendations  of  the  1961  PPRM  were  having  their  desired 
effect,  and 

b,  there  were  additional  problems  needing  attention. 

Respondents  were  asked  ”to  respond  to  each  item  based  upon  your  own 
observations  in  your  particular  situation,”  and  to  react  to  each  state- 
ment in  one  of  five  ways: 

A = strongly  agree 

a = agree 

o = neither  agree  nor  disagree,  or... cannot  react 
d = disagree 
D = strongly  disagree. 

(In  all  analyses  A and  a were  combined  and  d and  D were  combined.) 

Responses  to  item  99,  asking  for  ’’other  comments,”  were  not  analyzed 

here. 
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ANALYSES 


Overall  Response  Frequencies  provided  the  number  of  o,  and  ^ 
responses  made  to  each  of  98  items  for  the  total  of  676  cases. 

A consensus  rank  was  determined  for  68  items  where  50%  or  more  of 
the  respondents  chose  one  of  the  three  response  categories. 

Comparative  analyses ^ more  ’’diagnostic"  in  nature,  were  performed 
to  bring  out  the  effects  of  several  more  specific  influences  upon  the 
responses  made.  Three  Chi-square  analyses  of  each  item  were  made  to 
locate  statistically  significant  differences  (at  or  beyond  the  27.  con- 
fidence level)  in  distribution  of  responses: 

a.  among  seven  agency  groups 

AMS  - Agricultural  Marketing  Service 
ARS  - Agricultural  Research  Service 

ASCS  - Agricultural  Stabilization  and  Conservation  Service 

FHA  - Farmers  Home  Administration 

FS  - Forest  Service 

SCS  - Soil  Conservation  Service 

OTHER  - all  smaller  offices  and  agencies  combined 

b.  between  those  holding  Line  and  Staff  positions 

c.  between  those  located  in  Washington  headquarters  and  those 
located  in  the  Field  (everyone  outside  Washington  headquarters). 


RESULTS 


The  essential  data  for  each  item  are  compiled  in  Appendix  A. 
Highlights  of  the  data  are  featured  in  seven  exhibits  in  the  text. 

Overall  Response  Frequencies . 

Responses  to  single  opinion  items  must  be  interpreted  cautiously. 
Where  there  is  substantial  response  consensus,  the  risk  of  ambiguity  of 
interpretation  is  less.  In  Exhibit  2 (page  9),  15  items  are  listed  that 
have  more  than  500  of  the  676  responses  assigned  to  one  response  category. 
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Comparative  Analyses , 

Significant  differences  in  response  distributions  were  found: 

a.  between  Washington  and  Field  for  61  items 

b.  between  Line  and  Staff  for  13  items 

c.  among  the  seven  agency  groip  s for  69  items. 

The  most  salient  finding  is  that  over  a wide  variety  of  subject 
matter: 

a.  Field  people  were  much  more  likely  to  express  favorable  opinions 
regarding  the  statements  of  personnel  policies,  practices,  and 
procedures ; 

bo  Washington  headquarters  personnel  were  more  likely  to  express 
opinions  indicating  either 

1)  more  criticisms,  or 

2)  neutral,  undecided,  non-committal  positions. 

In  ten  instances  the  most  often  chosen  response  to  a statement  by 
the  Washingtonians  was  the  opposite  of  the  response  most  often  chosen  by 
people  in  the  Field. 

Differences  between  Line  and  Staff  which,  of  course,  interact  with 
Washington-Field  influences,  were  much  less  frequently  evidenced  and 
permit  less  clear  and  general  interpretation. 

Both  Washington-Field  and  Line-Staff  factors,  as  well  as  factors 
specific  to  agencies,  interact  to  influence  the  great  variety  of  differ- 
ences in  response  patterns  found  when  agencies  were  compared,  as  illus- 
trated by  Exhibit  7 (pages  23  to  26). 


DISCUSSIOM  AND  RECOMMENDATIONS 


Perhaps  the  most  prominent  observation  about  our  findings  is  that 
they  raise  a warning  flag  against  making  generalizations  from  overall 
results  obtained  from  an  opinion  survey  in  a dispersed  and  diverse  organ- 
ization such  as  USDA.  It  would  be  particularly  hazardous  to  "read  the 
pulse"  of  the  Department  or  of  agencies  at  the  headquarters  level,  and 
then  use  that  reading  as  the  basis  for  diagnosis  of  the  organization’s 
general  condition.  Corroborative  or  contradictary  evidence  must  be 
sought  in  the  various  constituencies  of  the  organization. 
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We  have  found  that  people  in  different  locations,  in  different  line 
and  staff  capacities,  and  in  different  agencies  respond  in  different  ways 
to  many  statements  of  personnel  policies,  practices,  and  procedures.  Our 
results  provide  some  clues  as  to  the  sources  of  problems  in  personnel 
administration,  such  as:  the  possible  foci  of  resistance  to  current  prac 
tices  or  to  innovations,  or  the  places  where  recognition  of  certain  kinds 
of  problems  is  lacking,  or  where  communication  is  faulty  or  information 
is  lacking.  They  also  give  us  indications  of  where  support  for  given 
concepts  is  strong,  acceptance  is  high,  and  of  pathways  to  more  effective 
implementation  of  policies  and  procedures. 

In  the  Projected  Work  Plan  OP-1,  it  was  stated  that  if  the  results 
of  the  present  survey  indicated  a need  for  further  analyses  and  study, 
consideration  would  be  given  to  the  formation  of  a series  of  workshops 
”to  refine  and  more  completely  define  the  problems,  largely  by  determin- 
ing the  why  of  the  problem."  It  was  anticipated  that  the  output  of  that 
phase  of  the  project  then  "would  be  used  with  all  other  available  judg- 
ment of  the  Department  and  agency  officials  in  planning  further  action 
in  meeting  the  personnel  management  needs  of  the  Department."  The  infor- 
mation in  this  report  warrants  serious  consideration  of  such  additional 
follow-up.  This  report  can  serve  as  source  document  in  that  process. 

It  is  recommended  that  further  analyses  and  study  proceed  as  pre- 
viously planned  by  the  PPRM  Evaluations  Committee  and  outlined  in  Pro- 
jected Work  Plan  OP-1, 


Albert  S.  Glickman 

Chief,  Personnel  Research  Staff 
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USDA  PERSONNEL  POLICY  SURVEY 

BACKGROUND 


For  more  than  two  years  the  Office  of  Personnel  has  made  a deliberate 
effort  to  use  every  practical  means  of  keeping  up  to  date  on  problems  and 
needs  of  the  Department  which  relate  to  the  management  of  our  manpower. 

Most  readers  in  USDA  have  some  familiarity  with  the  work  of  the  1961 
Personnel  Policy  Review  Meeting  (PPRM)  in  Philadelphia  at  which  key  staff 
and  operating  officials  of  the  Department  and  its  agencies  convened  to 
focus  attention  on  personnel  policy  problems  and  issues  then  current,  and 
to  initiate  plans  and  programs  to  remedy  defects  and  to  increase  effec- 
tiveness of  personnel  management,,  In  order  to  facilitate  implementation 
of  the  PPRM  recommendationSs,  to  measure  progress,  and  to  maintain  contin- 
uing alertness  to  that  which  remained  to  be  done,  a PPRM  Evaluations  Com- 
mittee was  established,^ 

On  July  10,  19625,  the  Director  of  Personnel  added  to  the  responsi- 
bility of  this  committee  the  obligation  to  recommend  steps  that  should  be 
taken  to  supplement  the  actions  of  the  PPRM, 

The  Committee  recommended  that  a survey  be  made  of  all  top  level 
officialSjv  both  line  and  staffp  in  Washington  and  the  field,  to  ascer- 
tain their  judgments  as  to  whetherj  (1)  the  recommendations  of  the  1961 
PPRM  were  having  their  desired  effect,  and  (2)  there  were  additional 
problems  needing  attention,^ 


Present  members  of  the  PPRM  Evaluations  Committee: 

Ae  C,  Caldwell,  Administrator,  Commodity  Exchange  Authority 

E,  Ho  Fo  Felber,  Director,  Farm  Programs  Division,  Agricultural 
Stabilization  and  Conservation  Service 

C,  Hendee,  Deputy  Chief,  Administration,  Forest  Service 

Co  0.  Henderson,  Assistant  Director,  Office  of  Personnel  (Chairman) 

Jo  Bo  Holden,  Director,  Graduate  School 

Vc  Co  Mohagen,  Director,  Personnel  Division,  Soil  Conservation 
Service 

Jo  E,  Tromer,  Assistant  to  Director,  Personnel  Division,  Agricul- 
tural Marketing  Service 

2 

The  work  project  (OP-1)  of  which  this  survey  is  a part  is  outlined 
in  the  Office  of  Personnel’s  "Projected  Work  Plans  for  Fiscal  Year  1964." 
The  research  plan  was  developed  in  collaboration  with  the  PPRM  Evaluations 
Committeeo 
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DEVELOPMENT  OF  THE  QUESTIONNAIRE  ON  PERSONNEL  POLICY 


The  raw  material  for  the  present  questionnaire  came  from  the  first 
PPRM  follow-up  questionnaire  distributed  in  August  of  1962  to  those  who 
had  attended  the  Philadelphia  meeting.  These  people  had  answered  four 
"open-ended"  questions  to  indicate:  (1)  what  PPRM  recommendations  they 
considered  to  be  most  helpful;  (2)  which  ones  were  ineffective  or 
limiting;  (3)  whether  appropriate  emphasis  and  priority  had  been  given 
to  implementation  of  recommendations;  and  (4)  new  problems  that  had  arisen 
since  the  meeting. 

3 

From  the  replies,  about  150  key  statements  were  extracted.  These, 
in  turn,  were  screened  and  edited  to  produce  98  items  for  the  present 
questionnaire  (which  are  included  in  Appendix  A to  this  report). 

Respondents  were  asked  "to  respond  to  each  item  based  upon  your  own 
observations  in  your  particular  situation,"  and  to  react  to  each  statement 
in  one  of  five  ways: 

If  you  strongly  agree  with  the  statement,  circle  A. 

If  you  agree  with  the  statement,  circle  a. 

If  you  neither  agree  nor  disagree,  or  if  you  feel 

that  you  cannot  react  to  the  statement,  then  circle  o. 

If  you  disagree  with  the  statement,  circle  d. 

If  you  strongly  disagree  with  the  statement,  circle  D. 

Item  99  said:  "If  you  have  any  other  comments  that  you  would  like 
to  make,  oriented  to  past,  present,  or  future  personnel  policy  and 
practices,  please  do  so  here."  These  comments  are  not  dealt  with  in 
this  report. 


DISTRIBUTION  OF  THE  QUESTIONNAIRE 


One  thousand  questionnaires  were  prepared.  These  were  apportioned 
to  agencies  and  offices  with  the  recommendation  that  they  be  sent  to  each 
official  in  positions  such  as  those  listed  below: 


These  statements  and  the  questionnaire  employed  can  be  found  in 
Appendix  A of  the  "Anniversary  Report  on  the  Results  of  the  1961  Personnel 
Policy  Review  Meeting,"  USDA,  October  1962,  with  the  exception  of  four 
items  contributed  by  Office  of  Personnel  staff  (15,  '4,  97,  98)  to  cover 
policies  and  programs  of  more  recent  origin. 
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Field 

State  Directors 

Regional  Foresters 

Forest  Supervisors 

State  Administrative  Officers 

Regional  Personnel  Officers  or  Office  Managers 

Washington 

Division  Chiefs  or  comparable  positions 

Assistant  Administrators  for  Management 

Agency  Personnel  Officers  and  Heads  of  major 
functional  units  in  the  Personnel  Division 

The  covering  letter  to  "selected  top  management  officials  of  the 
Department,"  dated  August  16,  1963,  is  included  as  Appendix  B to  this 
report.  Responses  were  requested  by  September  16. 

To  permit  specific  analyses  to  be  made,  the  respondents  were  asked 
to  identify  their  agency,  state,  and  whether  they  served  in  a line  or  a 
staff  capacity.  The  respondent *s  name  was  not  requested. 

A preaddressed  postcard  was  provided,  to  be  mailed  separately  from 
the  questionnaire,  to  indicate  interest  in  receiving  a report  of  the 
results  of  this  survey. 


THE  RESPONDENT  SAMPLE 


Included  in  the  analyses  reported  are  676  questionnaires  that  were 
received  by  September  23,  1963.  Only  about  two  percent  more  returns  were 
received  after  that  date.  The  number  of  requests  to  receive  a report  was 
393. 


The  composition  of  the  sample  is  shown  in  Exhibit  1.  First  the  com- 
position of  the  total  sample  is  given.  The  numbers  in  parentheses  are 
the  approximate  percentage  equivalents.  There  follow,  in  alphabetical 
order,  the  subsairples  of  the  six  largest  agencies,  plus  a grouping  of  the 
data  for  all  remaining  smaller  agencies  under  the  heading  "Other,"  with 
absolute  numbers  of  cases  and  percentages  correspondingly  arranged. 


To  simplify  discourse  in  this  report,  the  generic  use  of  "agency" 
will  apply  to  these  seven  groups. 


Exhibit  1 


Sarnple  Composition 


Sample 


TOTAL 

Line 

Staff 

Total 

AMS 

Line 

Staff 

Total 

ARS 

Line 

Staff 

Total 

ASCS 

Line 

Staff 

Total 

FHA 

Line 

Staff 

Total 


Line 

Staff 

Total 

SCS 

Line 

Staff 

Total 

OTHER 

Line 

Staff 

Total 


Wash. 
N 7o 


58 

( 9) 

122 

(18) 

180 

(27) 

9 

(20) 

7 

(15) 

16 

(35) 

3 

( 6) 

3 

( 6) 

6 

(12) 

9 

(13) 

11 

(16) 

20 

(29) 

0 

( 0) 

8 

(13) 

CO 

(13) 

0 

( 0) 

23 

(13) 

23 

(13) 

1 

( 1) 

6 

( 7) 

7 

( 8) 

36 

(20) 

64 

(36) 

00 

(56) 

Field 
N 7o 


299  (44) 
197  (29) 
496  (73) 


17  (37) 
13  (28) 
30  (65) 


2A  (47) 
21  (41) 
45  (88) 


20  (30) 
28  (41) 
48  (71) 


20  (32) 
34  (55) 
54  (87) 


138  (76) 
21  (11) 
159  (87) 


41  (47) 
40  (45) 
81  (92) 


39  (22) 

40  (22) 
79  (44) 


Total 
N 7o 


357  ( 53) 
319  ( 47) 
676  (100) 


26  ( 57) 
20  ( 43) 
46  (100) 


27  ( 53) 
24  ( 47) 
51  (100) 


29  ( 43) 
39  ( 57) 
68  (100) 


20  ( 32) 
42  ( 68) 
62  (100) 


138  ( 76) 
44  ( 24) 
182  (100) 


42  ( 48) 
46  ( 52) 
88  (100) 


75  ( 42) 
104  ( 58) 
179  (100) 
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It  is  apparent,  from  comparison  of  the  total  percentages  with  the 
agency  percentages,  that  the  Washington-Field,  Line-Staff  composition  of 
the  subsamples  vary  widely®  This  needs  to  be  kept  in  mind  when  the 
results  are  discussed  later,  when  comparisons  of  results  are  made  by 
Agency,  by  Line  versus  Staff,  and  by  Washington  versus  Field®  Since  the 
agencies  and  their  organizational  components  vary  considerably  in  terms 
of  size,  geographical  distribution,  functions,  and  organization,  it  is 
to  be  expected  that  the  subsamples  should  also  vary  in  composition. 
However,  it  has  been  assumed  for  the  purpose  of  this  study  that  each 
agency  properly  interpreted  the  objectives  and  instructions  conveyed  to 
them  and,  within  the  guidelines  provided,  sent  the  questionnaires  to  the 
top  level  program  and  personnel  administrators  whose  views  and  judgments 
concerning  personnel  policy  were  most  influential  in  each  agency.  In  that 
sense,  the  response  aggregate  from  each  agency  is  considered  representa- 
tive of  the  viewpoints  of  that  agency,  and  a proper  basis  for  comparison 
with  response  aggregates  of  the  other  agencies®  It  was  also  necessary  to 
assume  that  no  biases  that  were  peculiar  to  particular  agencies  existed 
in  the  non-respondents.  To  the  extent  that  the  reader  does  not  accept 
such  assumptions  as  reasonable,  he  must  qualify  accordingly  the  interpre- 
tations of  findings  offered  in  the  following  pages. 


ANALYSIS  OF  DATA 


Overall  Response  Frequenc ies 

The  first  and  simplest  analysis  of  the  data  provided  the  number  of 
"agree,"  "neutral,"  and  "disagree"  responses  made  to  each  of  the  98 
items  for  the  total  of  676  cases®  In  all  analyses  and  presentation  of 
results  the  two  degrees  of  agreement  (A  and  a)  and  the  two  degrees  of 
disagree  response  (d  and  D)  were  combined® 

Comparative  Analyses 

The  remaining  analyses  were  more  "diagnostic"  in  nature.  They 
sought  to  bring  out  the  effects  of  several  more  specific  influences 
upon  the  responses  made®  This  was  done  by  making  three  basic  compari- 
sons to  locate  significant  differences  in  distribution  of  responses: 

(1)  among  the  seven  agencies,  (2)  between  those  holding  Line  and  Staff 
positions,  and  (3)  between  those  located  in  the  Washington  headquarters 
of  the  agencies  and  those  located  in  the  Field  (everyone  outside  the 
Washington  headquarters). 

The  main  statistical  technique  employed  was  the  Chi-square  test  of 
significance.  The  fundamental  question  that  is  asked  in  this  Chi-square 
analysis  is:  Do  the  observed  distributions  of  responses  of  the  groups 
being  studied  differ  significantly  from  the  distribution  theoretically 
expected,  or  can  the  differences  be  attributed  to  fluctuations  that 
could  occur  by  chance?  The  base  used  for  the  theoretically  expected 
distribution  was  the  proportion  of  responses  given  in  each  of  the  three 
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alternative  categories  o?  dP)  by  the  total  sample  of  676  respondents. 

In  literal  terms 5,  what  is  represented  here  is  a test  of  the  significance 
of  difference  of  each  subgroup  distribution  from  the  total  distribution  of 
all  respondents.  No  absolute  standard  is  inferred  as  to  what  is  a "right" 
answer  or  what  distribution  of  responses  is  "good,"  Hence,  the  fact  that 
a group  is  "different^"  should  not,  by  itself,  be  taken  to  indicate  that 
it  is  "better"  or  "worse"  than  other  groups  with  which  it  is  being 
compared. 

The  statistical  definition  of  significance  used  here  was  the  2%  level 
of  confidence.  That  is,  a difference  was  considered  to  be  significant  if 
it  were  of  such  magnitude  that  it  would  be  likely  to  occur  by  chance  less 
than  two  times  in  one  hundred,  A Chi-square  test  was  applied  to  each  of 
the  three  comparative  analyses  of  each  item. 


RESULTS  AND  DISCUSSION 


In  Appendix  A a summary  of  results  is  provided.  For  each  item  the 
following  information  is  given? 

(1)  Questionnaire  item  number 

(2)  Item  text 

(3)  Total  response  distribution  (M,  o,  dP) 

(4)  "Observed  (0)"  and  "expected  (E)"  frequencies  of  response  for 
those  agencies  showing  the  largest  proportionate  deviations 
from  the  theoretical  distribution.  In  each  case,  the  data  from 
the  alternative  that  deviated  most  are  underlined.  If  the 
overall  Chi-square  test  showed  the  differences  among  agencies 
to  be  attributable  to  chance,  no  entries  are  shown, 

(5)  0 and  E frequencies  where  Line  and  Staff  distributions  differed 
significantly.  The  data  for  the  alternative  that  deviated  most 
are  underlined.  No  entry  indicates  no  significant  difference 
was  found, 

(6)  0 and  E frequencies  where  the  distribution  of  Washington  and 
Field  responses  differed  significantly.  The  data  for  the  alter- 
native that  deviated  most  is  underlined.  Again,  no  entry  indi- 
cates that  the  difference  was  not  significant, 

(7)  A consensus  rank  is  given  for  68  items  where  338  (507o)  or  more 

of  the  respondents  chose  one  of  the  three  response  alternatives. 
All  other  items  are  marked  A consensus  rank  of  ^ indicates 

the  highest  degree  of  consensus. 
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To  facilitate  cross  reference  and  interpretation,  the  items  are 
grouped  under  category  headings  based  upon  relatedness  of  content.  These 
categories  are: 

1-A-l  Efficiency  in  Personnel  Work--Delegat i on 

l-A-2  Efficiency  in  Personnel  Work--Servi ces  and  Procedures 

1- B  Effectiveness  in  Getting  the  Employees  We  Want 

2- A  Employee  Performance- -Informat ion  Systems 

2-B  Employee  Performance--Discipline  and  Grievances 

2- C  Employee  Performance--Suggestion  Systems 

3- A  Using  Employees  Ef f ectively--Staf f ing 

3-B  Using  Employees  Ef f ectively--Training 

4 Classification,  Pay,  and  Allowances 

5-A  Effectiveness  of  Communi cat ion --Writ ten 

5-B  Effectiveness  of  Communi cation- -To  and  From  Management 
5-C  Effectiveness  of  Communi cation- -Personnel  Matters 
5-D  Effectiveness  of  Communi cati on- -ADP 
5-E  Effectiveness  of  Communi cat ion- -Department  Image 

6 Minority  Groups 

7 Employee  Organizations 

8 Health,  Safety,  Welfare  and  Facilities 

9 PPRM  Follow-Up 

The  volume  of  results  is  copious.  It  would  be  manifestly  imprac- 
tical to  enter  into  an  exhaustive  interpretation  of  the  results.  In 
general,  it  is  more  appropriate  for  the  personnel  and  program  officials 
most  concerned  with  each  of  the  findings  to  explore  its  meaning  against 
the  background  of  their  specific  situation.  Hence,  we  will  content 
ourselves  with  calling  attention  to  some  of  the  more  prominent  findings, 
offering  some  approaches  to  interpretation  of  the  findings,  and  illus- 
trating ways  in  which  the  findings  may  be  put  to  further  use  by  manage- 
ment. This  paper  is  offered  as  a starting  point  for  further  evaluation 
of  personnel  policies,  rather  than  a place  to  offer  conclusions. 
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Overall  Responses 

Responses  to  single  items  of  opinion  must  be  interpreted  with 
cautiono  Equal  caution  must  be  exercised  in  making  comparisons  of  the 
frequency  of  alternative  responseso  This  is  so,  because  neither  the 
’’zero-point”  nor  the  ’’neutral-point”  are  the  same  for  all  items.  A 
change  in  the  wording  of  an  item  will  almost  inevitably  change  the  dis- 
tribution of  responses  to  that  item.  These  cautions  are  particularly 
applicable  where  a considerable  division  of  opinion  is  reflected  in  the 
frequency  with  which  the  alternatives  are  chosen  by  the  respondent 
sample.  Where j,  however,  there  is  a substantial  consensus  favoring  one 
alternative  the  risk  of  ambiguity  of  interpretation  is  less.  Small 
differences  between  items  should  not  be  given  weight  in  interpretation 
in  any  case. 

In  Exhibit  2,  the  top  15  consensus  items  are  listed  in  order,  with 
the  category  number  and  distribution  of  responses  shown  for  each.  All 
of  these  items  have  more  than  500  of  the  676  responses  assigned  to  one 
response  category. 

Using  this  list  of  top  consensus  items  as  a point  of  departure, 
some  possible  interpretations  may  be  offered.  We  will  do  this  by 
referring  to  the  categories  of  items  represented  in  the  list. 

1-A-l , Efficiency  in  Personnel  Work --Delegation,  Of  nine  items 
that  fall  in  this  category^  only  two  have  a majority  consensus  (items 
25  and  51),  Only  item  25  is  among  the  top  15,  This  appears  to  be  the 
most  general  statement  of  the  nine.  It  seems  that  there  is  a very 
general  endorsement  of  delegation  as  ’’good,”  but  no  correspondingly 
strong  indications  of  consensus  with  regard  to  specific  aspects  of 
delegation, 

1- A-2 , Efficiency  in  Personnel  Work- -Servi ces  and  Procedures . 

It  can  be  seen  that  item  54  ranks  first  in  consensus.  Again  we  have  a 
rather  general  expression,  reflecting  anxiety  about  a paper  deluge, 

2- B,  Employee  Performance --Pi sc ip line  and  Grievances , Of  the 
eight  items  that  fall  in  this  category,  six  are  found  among  the  items 
having  a majority  consensus  (items  21,  34,  63,  65,  66,  73),  with  three 
of  these  among  the  top  ten  (21,  34,  63),  This  would  seem  to  indicate 
that  among  the  higher  levels  of  management  in  the  Department  there  is 
considerable  concern  about  proper  handling  of  cases  of  discipline  and 
unsatisfactory  performance, 

3- B.  Using  Employees  Effective ly- -Training,  All  of  the  four  items 
(10,  39,  59,  89)  found  in  this  category  are  responded  to  with  a majority 
consensus.  Three  of  these  (items  39,  59,  89)  are  in  the  top  fifteen. 

Of  these,  two  items  (39,  89)  specifically  refer  to  supervisory  and  exe- 
cutive training  needs,  and  the  third  inf erenti al ly  embraces  this  area. 

_5,  Effectiveness  of  Communications , The  greatest  number  of  items, 
derived  from  the  statements  of  the  PPRM  members  previously  surveyed,  are 


Exhibit  2 
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Top  15  Consensus  Items 


Consen-  Cate-  Responses 


sus  Rank 

gory 

Aa 

o 

dD 

Item 

1 

l-A-2 

654 

18 

4 

(54) 

We  need  to  guard  against  the  ever 
increasing  amount  of  paperwork  in 
Personnel  administration. 

2 

5-B 

626 

27 

23 

(27) 

USDA  management  has  responsibility 
for  seeking  advice  of  workers. 

3 

5 -A 

619 

38 

19 

(71) 

"Tips  to  Supervisors”  are  generally 
good. 

4 

1-A-l 

617 

38 

21 

(25) 

Delegated  authority  has  resulted  in 
a saving  of  time,  effort,  and  money. 

5 

4 

574 

73 

29 

(31) 

We  need  a positive  program  to  achieve 
equal  pay  for  equal  work  between 
agencies . 

6 

2-B 

564 

40 

72 

(63) 

Few  people  are  well  informed  on  dis- 
ciplinary procedures. 

7 

2-B 

564 

32 

80 

(21) 

Part  of  management's  job  is  to  re- 
habilitate and  reorient  career 
employees  who  have  been  deemed  at 
least  temporarily  unsatisfactory. 

8 

6 

562 

84 

30 

(97) 

Recruitment  practices  should  be 
developed  which  demonstrate  the 
open-door  policy  for  all  qualified 
applicants  regardless  of  race, 
creed,  or  national  origin. 

9 

2-B 

554 

79 

43 

(34) 

OP  should  publish  abstracts  of  sig- 
nificant disciplinary  cases  with 
comments  for  the  guidance  of  agencies. 

10 

3-B 

538 

54 

84 

(59) 

The  Department  should  evaluate  out- 
side training  courses  and  refer  to 
agencies  only  those  of  greatest 
benefit . 

11 

5-E 

535 

101 

40 

(49) 

Managers  at  the  Department  level  need 
to  give  special  emphasis  to  improving 
the  image  of  the  Department. 

12 

3-B 

530 

76 

70 

(89) 

We  need  more  emphasis  on  first  line 
supervisory  training. 

13 

4 

522 

49 

105 

(43) 

Many  employees  are  limited  in  their 
ability  to  accept  transfers  because 
of  financial  losses  involved  in  the 

move. 

14 

3-B 

510 

62 

104 

(39) 

We  need  more  emphasis  on  executive 
development. 

15 

9 

160 

503 

13 

(57) 

A good  job  has  been  done  on  follow- 
up actions  after  the  PPRM. 
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in  the  communications  areas.  Three  are  in  the  list  of  top  15  (items  27, 
49,  71),  and  two  are  among  the  top  three  in  consesnsus  rank  (items  27, 
71),  These  seem  to  bear  upon  the  satisfaction  of  needs  for  information 
through  the  initiation  of  communication  processes  by  the  higher  ranks  of 
management  in  the  Department, 

MiTiori ty  Groups , There  appears  to  be  a generally  high  level 
of  endorsement  of  nondiscriminatory  employment  policy,  with  item  7 
achieving  eighth  rank  in  consensus  agreement.  The  specific  meaning 
attributed  to  this  endorsement  is  revealed  when  the  distribution  of 
responses  to  item  15  is  taken  into  account.  The  statement  that  ’’members 
of  minority  groups  should  be  given  special  attention  in  order  for  them 
to  catch  up,”  has  a consensus  rank  of  53  in  disagreement, 

2.°  Follow-Up,  Item  57,  which  ranks  fifteenth,  illustrates  a 

different  kind  of  consensus.  The  ’’neutral”  or  ”no  reaction”  alternative 
is  most  often  endorsed  with  regard  to  effectiveness  of  PPRM  follow-up 
actions.  The  other  item  (19)  that  appears  in  this  category  ’’the  work 
planned  on  PPRM  recommendations  is  in  important  areas,”  with  the  rank 
of  21,  also  showed  the  same  kind  of  consensus. 

It  might  be  well,  before  closing  this  section,  to  point  out  that  it 
is  wise  not  to  overlook  the  o response  category  as  a source  of  informa- 
tion, as  illustrated  in  the  paragraph  above.  About  a dozen  of  the  68 
items  for  which  consensus  is  established  are  of  this  kind.  Such  results 
may  indicate,  on  the  one  hand,  lack  of  information  or  unclear  under- 
standing of  the  given  personnel  policy  or  practice;  or,  on  the  other 
hand,  that  the  respondents  do  not  attribute  much  importance  to  the  item; 
or  a combination  of  the  two. 


Comparative  Analyses 


Up  to  this  point  we  have  been  considering  the  results  from  the 
standpoint  of  degree  of  agreement  or  consensus  shown  in  the  overall  item 
response  patterns.  The  subsequent  analyses  are  primarily  designed  to 
shed  light  upon  the  ways  in  which  different  groups  respond  differently 
to  the  various  items.  This  permits  us  to  come  closer  to  identifying 
specific  influences  contributing  to  the  formation  of  opinion, 

Washington  versus  Field,  The  first  set  of  results  to  be  examined 
involves  the  comparison  of  responses  made  by  people  in  Washington  head- 
quarters activities  with  those  made  by  people  in  the  Field,  Chi-square 
analyses  for  the  98  items  turned  up  61  items  where  differences  between 
Washington  and  Field  responses  were  significant  at  the  27,  level  of  con- 
fidence or  better.  In  App>endix  A,  the  ’’observed”  and  ’’expected”  fre- 
quency distributions  are  provided  for  these  61  items.  To  provide  a 
point  of  departure  for  some  general  interpretations,  as  well  as  for 
closer  study  of  specifics  that  readers  may  wish  to  pursue,  these  61 
items  are  tabulated  in  Exhibit  3. 


In  Exhibit  3,  item  numbers  are  listed  under  their  category  desig- 
nations in  the  same  order  as  they  appear  in  Appendix  A,  The  column  in 
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Exhibit  3 

Most  Significantly  Different  Alternative  Responses-- 
Washington  Versus  Field 


Groups 


Aa 


Responses 

o 


dD 


Totals 


Washington 
0 > E 


2-A 

4 

72 

26 

2-C 

5-B 

62 

18 

3-B 

8 

10 

81 

56 

86 

52 

50 

51 

3 

4 


Field 


76 


0 > E 


1-B 

70 

96 


_4 

29 

82 

5-D 

8 


2 -A 
77 
23 
98 


2-B 

34 

63 


2-0 

67 

3 -A 
9 
58 


Totals 


3-B 

39 

_4 

83 

78 

43 

94 

64 


5 -A 
68 


5-B 


2-A 


69 


5-C 

28 

95 


84 

_6 

97 


5-E 

74 

_8 

80 

11 


1-A-l 

2-B  4 

20 

75  5 

l-A-2 

73  ^ 

66  ^ 

7 

1-B 

87 

2-C 

IT 

35 

33 

53 

3-A 

92  -- 

<18> 

85 

(E) 


<§) 

CE) 


Note:  Item  numbers  are  listed  under  category  designations  in  the  same  order 

as  they  appear  in  Appendix  A.  The  column  in  which  the  item  number 
appears  indicates  the  alternative  which  showed  the  greatest  propor- 
tionate difference  between  Washington  and  Field.  The  row  in  which 
the  item  number  appears  identifies  the  group  for  which  the  observed 
was  greater  than  the  expected  frequency  of  that  response  (0  > E) . 
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which  the  item  number  appears  indicates  the  alternative  which  showed 
greatest  proportionate  difference  between  Washington  and  Fieldo  The  row 
in  which  the  item  number  appears  identifies  the  group  for  which  the 
actually  observed  frequency  was  greater  than  the  expected  frequency  of 
that  response  0 > E),  The  circled  numbers  in  each  cell  indicate  the 
number  of  items  found  in  that  cell* 

As  an  example  of  how  to  read  the  table,  let  us  take  the  entry  which 
appears  in  the  lower  left-hand  section*  This  shows  that  item  76  was 
responded  to  significantly  differently  by  Washington  and  Field.  Item  76 
is  one  of  the  items  in  category  7*  For  that  item  the  greatest  difference 
between  Washington  and  Field  was  in  the  proportion  of  "agree”  responses 
the  two  groups  made*  The  Field  group  gave  proportionately  more  M re- 
sponses than  did  the  Washington  group*  There  was  only  one  item  with 
these  response  characteristics* 

When  interpreting  this  table,  one  needs  to  keep  in  mind  that  we  are 
dealing  with  relative  and  not  absolute  frequency  of  responses* 

In  Exhibit  3 certain  differences  between  Washington  and  Field  are 
striking*  Note  that  where  significant  differences  exist  they  are  of  two 
principal  kinds*  The  Washington  headquarters  personnel  select  the  or 
the  o response  much  more  often  than,  theoretically  expected,  while  the 
Field  personnel  are  much  more  likely  to  be  found  making  a ^ response  to 
these  items.  So  distinct  is  the  difference  that,  with  almost  complete 
disregard  of  the  item  content,  if  a group  chose  or  o with  significantly 
greater  than  expected  frequency,  you  can  correctly  identify  it  as  Washing- 
ton 37  out  of  41  times;  and  if  ^ was  the  alternative  chosen  more  fre- 
quently than  expected,  the  chances  are  18  out  of  20  that  it  is  the  Field 
group* 

Seeking  to  find  additional  meaning  in  this  difference  between 
Washington  and  the  Field,  we  examine  more  closely  the  text  of  the  items 
to  which  each  group  gave  a disproportionately  great  number  of  or  ^ 
responses*  These  show  a remarkably  consistent  pattern. 

All  of  the  statements  (in  the  lower  right-hand  corner  of  Exhibit  3) 
with  which  the  Field  group  disagreed  more  often  than  the  Washington 
group,  are  critical  of  current  policies  or  practices  in  personnel  admin- 


istration* 
following ; 

Examples  of  these  items  (one  from  each  category)  are  the 

1-A-l 

20* 

Too  many  actions  are  required  to  be  submitted  for  prior 
approval  * 

l-A-2 

7, 

We  are  too  slow  to  make  changes  in  government  personnel 
methods  * 

1-B 

00 

9 

We  cannot  adequately  "sell"  recruits  in  competition 
with  industry  unless  we  can  have  them  see  our  facilities 
and  talk  with  our  top  scientists  and  managers. 
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2-B 

75. 

Unsatisfactory  performance  is  poorly  handled  in 
government , 

2-C 

17. 

The  suggestion  system  is  not  working  well. 

3-A 

92. 

Due  to  CSC  statistical  program  and  MODE,  the  workload 
for  operating  units  of  personnel  offices  is  excessive. 

4 

5. 

The  effectiveness  of  recruitment  is  limited  because 
we  cannot  pay  interview  expenses. 

5-B 

44. 

There  is  need  to  establish  a more  adequate  system  to 
keep  employees  informed  about  USDA's  policies  and 
programs. 

5-D 

35. 

People  fear  for  their  jobs  because  they  do  not  under- 
stand ADPc 

8 

12. 

Office  space  facilities  are  inadequate. 

Item  76,  the  only  one  to  which  Field  personnel  gave  a significantly 
greater  proportion  of  agree  responses,  is  partly  critical  of  present 
personnel  policy.,  The  need  for  employee  unions  was  questioned.  But, 
at  the  same  time,  other  elements  of  present  policies  were  endorsed  by 
rationalizing  the  attitude  toward  unions  ”in  light  of  the  protections 
afforded  by  laws,  executive  orders,  and  the  Civil  Service  Commission.” 

On  the  other  side  of  the  coin,  the  eight  items  to  which  the  Wash- 
ington group  gave  more  ^ or  ^ responses,  all  represent  less  favorable 
or  more  critical  positions  with  regard  to  personnel  policies. 

These  are  the  statements  Washington  headquarters  people  tended  pro- 
portionately more  often  to  agree  with  than  did  the  Field  people: 


2 -A 

72. 

Performance  ratings  should  be  abolished. 

2-C 

62. 

The  suggestion  system  is  more  trouble  than  the  results 
justify. 

3-B 

10. 

It  is  difficult  from  the  materials  on  training  courses 
sent  to  the  agencies  to  determine  the  merits  of  courses. 

4 

26, 

Those  employed  by  firms  with  government  contracts  pay 
much  more  for  comparable  competence. 

5-B 

18. 

Higher  level  officials  tend  to  withhold  facts  and  infor- 
mation that  those  under  them  should  know. 

8 

r- ) 

00 

Medical  units  should  be  prepared  to  treat  colds  and 
other  minor  ailments  which  have  well  established  medical 
procedures  for  treatment. 
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These  are  the  statements  Washingtonians  disagreed  with  more  often: 

2«=A  84o  Relating  within-grade  increases  to  employees*  level  of 

performance  has  proven  beneficial  to  employee  and 
management  o 

6 97 » Recruitment  practices  should  be  developed  which  demon- 

strate the  open-door  policy  for  all  qualified  applicants 
regardless  of  race^  creeds  or  national  origin. 

Before  preceding  with  a discussion  of  what  these  results  may  mean^ 
let  us  take  a look  at  Exhibit  which  presents  the  pattern  of  responses 
from  a somewhat  different  angle.  We  are  dealing  here  with  the  question: 
Ixi  which  instances  was  the  same  response  most  often  chosen  by  the  two 
groups 9 and  in  which  instances  was  a different  response  most  often  chosen 
by  each  group?  Exhibit  4 contains  the  same  61  items  where  significant 
differences  exist.  This  time  we  tabulated  the  most  often  chosen  response 
of  the  Washington  group  against  the  most  often  chosen  response  of  the 
Field  group. 

Items  that  show  not  only  a significant  difference  in  proportionate 
response  distributionj,  but  where  the  response  most  often  chosen  by  the 
two  groups  also  differs^,  probably  point  to  areas  in  which  the  most  diffi- 
culties may  arise  in  the  conduct  of  personnel  administration.  The  most 
extreme  case  would  be  that  in  which  the  most  general  opinion  of  one  group 
is  diametrically  opposed  to  that  of  the  other.  Statements  with  which 
Washington  most  often  agreed ^ but  Field  disagreed  are: 


2 -A 

, 

CM 

Performance  ratings  should  be  abolished. 

2-C 

67, 

The  Department  offices  need  to  do  more  to  stimulate 
suggestions  from  employees. 

2-C 

17, 

The  suggestion  system  is  not  working  well. 

3 -A 

9 o 

Staffing  of  personnel  offices  has  not  kept  pace  with 
changes  in  the  nature  of  work. 

4 

5, 

The  effectiveness  of  recruitment  is  limited  because 
we  cannot  pay  interview  expenses. 

00 

, 

Higher  level  officials  tend  to  withhold  facts  and 
information  that  those  under  them  should  know. 

5=B 

lo 

Employees  have  not  been  provided  with  sufficient 
knowledge  about  their  part  in  USDA  defense  activities. 

5-D 

35, 

People  fear  for  their  jobs  because  they  do  not  under- 
stand ADPo 

8 

12, 

Office  space  facilities  are  inadequate. 

Exhibit  4 
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Most  Often  Chosen  Responses  for  Items  Significantly 
Different  in  Response  Distribution--Washington  Versus  Field 


Most  Often  Chosen  Washington  Response 


Aa 


dD 


Totals 


Totals 


(E) 


0 


(0 


Note:  Two  items  (9,  67)  were  assigned  an  equal  number  of  Aa  and  dD 
responses  by  the  Field.  These  were  tabulated  in  the  ^ 
category  because  the  greatest  difference  between  "observed” 
and  "expected"  frequency  was  in  that  category. 
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The  statement  with  which  the  Field  agreed,  but  Washington  disagreed 

is : 


7 76„  The  need  for  eirployee  unions  is  questionable  in  light 

of  the  protections  afforded  by  laws,  executive  orders, 
and  the  Civil  Service  Commission. 

In  summary  of  the  98  questionnaire  items,  we  find  that: 

37  items  show  no  significant  differences  in  choice  of  alternatives 
by  Washington  and  Field; 

61  items  do  show  significant  differences,  of  which 

36  items  have  the  same  alternative  most  often  chosen  by  both 
groups, 

25  items  have  different  alternatives  most  often  chosen  by  the 
two  groups,  of  which 

10  items  involve  choice  of  opposite  positions  by  the  two 
groups. 

We  are  now  at  an  appropriate  place  to  review  the  results  of  our 
comparative  analyses  of  Washington  and  Field  questionnaire  responses 
and  to  explore  for  possible  meanings.  The  major  benefit  of  this  explora- 
tion will  be  the  stimulation  of  questions;  not  the  development  of  conclu- 
sions, More  definitive  conclusions  as  to  what  lies  behind  these  empirical 
results  must  await  closer  examination  by  appropriate  responsible  groups  or 
individuals  in  the  offices,  agencies,  and  units  directly  affected. 

Perhaps  the  most  prominent  observation  at  this  point  is  that  our 
findings  raise  a warning  flag  against  making  generalizations  from  over- 
all results  obtained  from  an  opinion  survey  in  a dispersed  and  diverse 
organization  such  as  USDA.  It  is  quite  clear,  from  the  results  presented, 
so  far,  that  the  geographical  constitution  of  the  sample  will,  in  large 
part,  determine  the  distribution  of  responses  obtained.  Thus  we  have 
observed  that  with  regard  to  many  important  matters  of  personnel  policy 
and  practice  the  views  of  Washington  headquarters  and  Field  management 
personnel  differ  quite  considerably.  This  can  be  so,  even  when  the  gen- 
eral response  consensus  is  high,  as  it  is  for  the  top  15  consensus  items, 
among  which  significant  differences  are  found  in  response  distributions 
of  four  items  (34,  39,  63,  97).  Therefore,  it  would  be  hazardous  to 
’’read  the  pulse”  of  the  Department  or  of  agencies  at  the  headquarters 
level,  and  then  use  that  reading  as  the  basis  for  diagnosis  of  the  organ- 
ization’s general  condition.  Corroborative  or  contradictory  evidence 
must  be  sought  in  the  various  constituencies  of  the  organization. 

Specifically  we  note,  over  a wide  variety  of  subject  matter,  that 
the  Field  respondents  incline  to  a less  critical  or  more  favorable  dis- 
position toward  current  personnel  policies  and  practices  than  do 


17 


headquarters  managers;  whereas  the  Washington  people  are  more  likely  to 
be  found  in  either  a more  crit ical -unfavorable  position,  or  else  in  a 
middle-of-the-road,  neutral,  undecided,  non-committal  or  uncommitted 
position., 

Why  is  this  so?  We  can  only  conjecture.  Let  us  pose  some  ques- 
tions that  may  be  useful  for  those  pursuing  further  investigation  or 
discussion. 

Does  the  more  critical  posture  of  the  headquarters  group  stem  from 
the  fact  that  serious  problems  tend  to  be  fed  into  Washington,  whereas 
more  "normal*'  conditions  are  less  likely  to  be  brought  to  headquarter's 
attention?  May  it  be  that,  like  the  psychiatrist  who  spends  most  of  his 
time  with  people  who  have  problems,  top  level  management  tends  to  regard 
the  world  as  populated  with  people  who  have  problems.  If  this  be  so, 
measures  need  to  be  introduced  to  assure  a more  balanced  perspective 
among  those  who  make  the  top  level  decisions. 

On  the  other  hand,  does  the  greater  propensity  of  the  Washington 
group  to  choose  a middle  position  reflect  a broader  perspective  that 
gives  consideration  to  aspects  of  situations  that  are  not  known  to  those 
in  the  field,  so  that  the  Washingtonians  are  less  inclined  to  view  situ- 
ations in  black  or  white  terms,  but  rather  as  falling  in  the  gray  area 
between?  Or  does  this  simply  reflect  that  the  Washington  group  often 
feels  that  it  does  not  have  sufficient  information  to  establish  a posi- 
tion? Or  do  the  conflicting  pressures  to  which  headquarters  personnel 
are  subjected  tend  to  condition  them  to  hedge  their  expressions  of 
opinion?  Or  is  there  something  about  their  experience  or  the  way  that 
they  are  selected  that  tends  to  make  them  a less  decisive  group? 

Does  the  greater  satisfaction  with  current  conditions  manifested 
by  the  people  in  the  field  perhaps  represent  greater  conservatism, 
lesser  inclination  toward  change  and  initiative,  contentment  with  the 
status  quo,  or  anxiety  that  expressions  of  discontent  may  not  be  well- 
received  at  the  upper  echelons?  Or  does  this  represent  a symptom  of 
concern  lest  departures  from  the  status  quo  heap  more  burdens  and  con- 
fusion upon  the  forces  afield  than  they  already  are  contending  with? 

Or  is  it  literally  true  that  there  are  less  personnel  policy  problems 
in  the  field  than  in  Washington? 

Whatever  the  answer  to  questions  such  as  these  may  be,  it  does 
seem  that  communication  between  management  in  Washington  and  management 
in  the  field  might  be  profited  by  a close  look.  To  the  extent  that 
these  two  groups  fail  to  share  a common  understanding  of  the  meaning, 
reasons  for,  and  effects  of  personnel  policies  and  practices,  personnel 
administration  will  be  correspondingly  handicapped.  This  does  not  mean 
that  they  must  always  hold  the  same  views,  but  that  they  should  be  aware 
when,  where  and  how  they  do  differ  and  comprehend  the  grounds  for 
difference . 
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One.  further  observation  is  appropriate  as  a guide  to  interpretation 
of  data  such  as  thiSo  It  cannot  be  assumed,  because  a statement  presents 
the  same  words  to  all  respondents,  that  these  words  have  the  same  meaning 
for  all  respondents  in  different  locations,  in  different  job  capacities, 
at  different  levels,  and  at  different  times.  The  "slices  of  life"  from 
which  different  groups  of  respondents  derive  their  reaction  to  the  various 
statements  are  different.  Their  observations,  experiences,  needs,  objec- 
tives, and  priorities  are  different.  Hence,  though  response  differences 
may  in  some  part  be  attributable  to  misinterpretations,  communication 
deficiencies,  or  information  lacks;  also  contributing  to  these  differences 
are  the  actual  differences  in  needs  and  experiences  found  at  headquarters 
and  in  the  field.  As  has  already  been  suggested,  an  overall  or  average 
reaction  pattern  to  a given  statement  provides  us  with  quite  limited  in- 
formation, The  more  specifically  we  can  attribute  attitudes  and  opinions 
to  specific  groups,  constituting  our  management  population  in  this  instance, 
the  better  position  we  are  in  to  diagnose  the  condition  so  as  to  obtain  a 
deeper  understanding  of  what  lies  behind  these  differences,  and  to  develop 
or  modify  our  policies  so  as  to  take  the  specific  needs  and  purposes  of 
the  various  groups  into  account  in  a practical  and  realistic  way. 

Line  versus  Staff,  Moving  now  to  the  comparison  of  responses  given 
by  Line  and  Staff  respondents,  we  have  presented  in  Exhibits  5 and  6 
results  comparable  to  those  given  i’n  Exhibits  3 and  4, 


We  see  immediately  that  the  number  of  items  for  which  the  responses 
of  Line  and  Staff  differed  significantly  (13)  is  much  less  than  the  number 
for  which  differences  between  Washington  and  Field  were  found  (61) „ All 
of  the  items  shown  in  Exhibit  5 turn  out  to  be  those  to  which  the  Staff 
personnel  responded  with  greater  than  expected  frequency  to  the  most  sig- 
nificantly different  alternative  response.  For  these  items  the  Staff 
favored  an  agree  response: 


2=A  72,  Performance  ratings  should  be  abolished, 

2-C  62,  The  suggestion  system  is  more  trouble  than  the  results 

justify. 


3-A  92,  Due  to  CSC  statistical  program  and  MODE,  the  workload 

for  operating  units  of  personnel  offices  is  excessive. 


3=A  91,  Increased  workload  because  of  conversion  to  MODE,  etc,, 

tends  to  retard  upgrading  in  quality  of  technical  staffs, 

3 -A  38,  The  management  intern  program  tends  to  the  creation  of 
a super-class  employee. 


5-D  35,  People  fear  for  their  jobs  because  they  do  not  under- 

stand ADP, 


8 81,  Medical  units  should  be  prepared  to  treat  colds  and 

other  minor  ailments  which  have  well  established 
medical  procedures  for  treatment. 
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Exhibit  5 

Most  Significantly  Different  Alternative  Responses-- 

Line  versus  Staff 
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Exhibit  6 

Most  Often  Chosen  Alternatives  for  Items  Significantly 
Different  in  Response  Distribution--Line  Versus  Staff 


Most  Often  Chosen^ine  Response 

Aa  o do 


Total 


dD 

0) 

m 

d 

o 

Cl. 

(0 

0) 

0 

2-A  3-A 

72  38 

2-C 

62 

peS 

»4-l 

4-1  O 

d 

4J 

CO 

d 

0) 

CO 

O 

Xi 

o 

d 

OJ 

0 

3-A 

92 

91 

9 

57 

X 

.4 

4J 

4-1 

Aa 

•p 

03 

O 

S 

3-B  6 

39  97 

5-C  8 

95  81 
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9 57,  A good  job  has  been  done  on  follow-up  actions  after  the 

PPRM, 

9 19,  The  work  planned  on  PPRM  recommendations  is  in  important 

areas , 

To  these  statements  an  o response  was  more  often  given; 

5-C  95.  More  OP  representatives  should  be  getting  into  the  field. 

8 11,  USDA  Library  facilities  should  be  made  available  to 

field  offices. 

The  di sagree  response  was  favored  for  these  items: 

3-B  39,  We  need  more  emphasis  on  executive  development, 

6 97,  Recruitment  practices  should  be  developed  which  demon- 

strate the  open-door  policy  for  all  qualified  applicants 
regardless  of  race,  creed,  or  national  origin. 

In  Exhibit  6,  these  same  13  items  are  tabulated  to  show  the  alterna- 
tive most  often  chosen  by  each  group,  and  we  see  that  with  one  exception 
(item  35)  both  Line  and  Staff  chose  the  same  alternative  most  frequently 
even  though  there  were  significant  differences  in  the  proportion  with 
which  each  group  selected  the  various  alternatives. 

In  summary  of  the  98  items,  we  find  that: 

85  items  show  no  significant  differences  in  choice  of  alternatives 
by  Line  and  Staff; 

13  items  do  show  significant  differences,  of  which 

12  items  have  the  same  alternative  most  often  chosen  by  both 
group  s ; 

1 item  has  opposite  alternatives  most  often  chosen  by  the  two 
group  s o 

Taken  together,  the  results  suggest  that  there  is  considerably  less 
risk  in  generalizing  from  opinions  of  Line  to  Staff  and  vice  versa  than 
in  taking  the  opinions  of  either  the  Washington  or  Field  groups  as  repre- 
sentative of  the  other.  It  appears  that  geographical  differences  have  a 
stronger  influence  on  opinions  regarding  personnel  policy  among  USDA 
managers  than  does  location  on  the  organization  chart. 

We  might  venture  to  suggest  some  possible  reasons  for  this.  One  of 
these  may  be  that  distinctions  based  upon  geography  are  more  clear-cut 
than  can  be  developed  between  *'Line'’  and  "Staff,"  Along  these  lines,  it 
seems  reasonable  to  infer  that  differences  in  size,  dispersion,  missions. 
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programs,  location,  et  al,  give  different  definitions  to  these  two  terms 
in  different  agencies  and  even  different  parts  of  individual  agencies. 
Furthermore,  the  differences  in  Washington  and  Field  representation  in 
the  Line  and  Staff  groups  tend  to  obscure  differences  that  might  theo- 
retically be  attributable  exclusively  to  the  influence  of  Line  and  Staff 
status.  An.  indication  of  this  may  be  seen  by  referring  back  to  Exhibit 
I5  in  which  the  totals  show  that  people  who  say  that  they  are  in  Line 
positions  are  infrequently  found  in  Washington.  In  our  sample.  Staff 
people  are  correspondingly  more  frequently  found  in  Washington.  We 
might  expect,  therefore,  that  the  response  patterns  for  these  13  items 
for  the  Staff  group  would  more  often  match  the  Washington  than  the  Field 
group.  Inspection  of  Appendix  A data  indicates  some  such  tendency, 
though  not  very  strongly.  The  patterns  of  Staff  and  Washington  distri- 
butions show  similar  profiles  in  eight  instances,  but  not  in  five  others. 
All  of  the  latter  are  found  either  in  category  3-A  or  category  9, 

Agencies.  As  noted  earlier,  for  each  item  alternative  response, 
frequency  statistics  are  shown  in  Appendix  A only  when  statistically 
significant  differences  in  response  distribution  were  found,  and  entries 
were  made  there  only  for  those  agencies  that  differed  most,  proportion- 
ately, from  the  total  distribution  of  responses  for  each  such  item. 

There  were  69  items  for  which  significant  differences  were  found. 

In  Appendix  A,  the  magnitude  and  direction  of  difference  between  observed 
and  expected  frequency  of  responses  can  be  noted.  To  make  for  easier 
reference  by  agencies.  Exhibit  7 has  been  prepared.  In  that  Exhibit  we 
have  identified  for  each  agency  the  items  listed  for  it  in  Appendix  A. 

The  column  in  which  an  X has  been  placed  shows  the  single  alternative 
response  for  which  the  greatest  proportional  difference  was  found,  and 
whether  this  difference  was  in  the  direction  of  "more  than"  or  "less 
than"  the  expected  frequency.  (The  0 and  E frequencies  for  that  response 
are  also  underlined  in  Appendix  A.) 

This  Exhibit  can  serve  as  a point  of  departure  for  further  study  by 
Individual  agency  or  departmental  personnel.  We  will  not  presume  to 
interpret  here  the  particular  hypothetical  and  practical  meanings  attri- 
butable to  the  findings  for  each  agency  group.  However,  a number  of 
general  cautions  may  be  in  order. 


To  reduce  the  computational  burden,  an  arbitrary  standard  was 
employed  to  define  the  "most  different"  agency  groups.  This  consisted  of 
ranking  the  agencies  in  the  order  of  the  magnitude  of  their  contribution 
to  the  total  Chi-square  value  for  each  item,  (0  - E)^.  Then,  the  group 

E 

with  the  highest  value  was  entered,  and  each  succeeding  group  in  rank, 
until  the  cumulative  value  equalled  or  exceeded  one-half  the  overall 
Chi-square  value.  Of  69  items  for  which  significant  differences  existed, 

3 agencies  per  item  were  selected  in  6 instances,  2 agencies  per  item 
were  selected  in  52  instances,  and  one  agency  was  selected  in  11  instances. 
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Exhibit  7 

Agency  Responses  That  Differed  Most 
Significantly  from  Total  Distribution 


Category 
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0 < E 
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X 
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X 

2-A 

98 

X 

84 

X 
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73 

X 

63 

X 
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59 

X 

4 

32 

X 

5 

X 

5 -A 

68 

X 
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8 

X 

8 

12 

X 

9 

19 

X 
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55 

X 

1-B 

45 

X 

87 

X 

53 

X 

96 

X 

2-A 

72 

X 

4 

94 

X 

64 

X 

5-B 

69 

X 

5-E 

93 

X 

49 

X 

7 

79 

X 

Exhibit  7 
(Continued) 


Aa o 

Category  Item  More  Less  More  Less 

0>E  0<E  0>E  0<E 


dD 
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X 
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X 
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X 
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X 
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X 
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X 
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X 
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X 
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X 

2 -A 
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X 

2-B 
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X 
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X 

3 -A 

41 

X 

9 

X 

58 

X 

4 

83 

X 
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X 

5-A 
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X 
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18 

X 

44 

X 

1 

X 
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2 

X 

13 

X 
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X 

5-E 

49 

X 

7 

76 

X 

14 

X 

79 

X 

8 

80 

X 

81 

X 

46 

X 

12 

11 

X 
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Exhibit  7 
(Continued) 


Category 

Item 

Aa  o 

dD 

More  Less  More  Less 

0>E  0<E  0>E  0<E 

More  Less 

0 > E 0 < E 

SCS 

1-A-l 

3 

X 

20 

X 

l-A-2 

55 

X 

7 

X 

1-B 

87 

X 

85 

X 

90 

X 

2-A 

36 

X 

2-B 

75 

X 

16 

X 

34 

X 

3 -A 

41 

X 

92 

X 

91 

X 

4 

32 

X 

78 

X 

64 

X 

5-D 

8 

X 

6 

15 

X 

8 
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X 
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X 
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52 

50 
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3 
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96 
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16 
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66 
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X 

X 


OTHER 


X 

X 
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X 

X 

X 

X 

X 

X 

X 

X 
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Exhibit  7 
(Continued) 


Category 

Item 

Aa  o 

dD 

More  Less  More  Less 

0 > E 0<E  0>E  0<E 

More  Less 

0 > E 0 < E 

OTHER  (Continued) 

2-C 

62 

X 

17 

X 

3-A 

9 

X 

58 

X 

3-B 

59 

X 

4 

83 

X 

43 

X 

94 

X 

5-B 

18 

X 

44 

X 

69 

X 

1 

X 

5-C 

28 

X 

95 

X 

2 

X 

13 

X 

5-D 

35 

X 

5-E 

74 

X 

7 

76 

X 

8 

80 

X 

46 

X 

11 

X 

Note;  Direction  of  deviation  is  shown  for  proportionately  most  deviant 
alternative  response  (0  > E = ’’observed"  more  than  ’’expected’’; 

0 < E = ’’observed’’  less  than  ’’expected’’). 
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First,  no  special  importance  can  be  attributed  to  the  differences 
in  the  number  of  items  listed  for  each  agency  inasmuch  as  these  numbers 
correspond  roughly  with  the  size  of  the  agency  samples.  It  is  to  be 
expected  that  where  the  respondent  sample  is  relatively  small,  as  in  the 
first  four  agencies,  the  reliability  of  statistics  will  be  correspondingly 
limited,  so  that  fewer  differences  are  likely  to  emerge  as  statistically 
significant , 

Then,  it  must  be  recalled  that  differences  in  the  Washington-Field 
and  Line-Staff  composition  of  the  agency  subsamples  importantly  influence 
the  overall  distribution  of  responses  of  the  several  agencies. 

Also  note  that  we  have  marked  in  Exhibit  7 only  the  largest  pro- 
portional difference.  In  many  instances  other  large  differences  exist 
between  0 and  E frequencies  of  response  alternatives.  Appendix  A needs 
to  be  referred  to  for  the  more  basic  data. 


CONCLUDING  STATEMENT 


Through  a questionnaire  survey  of  top  level  officials  throughout 
USDA,  we  set  out  to  add  to  our  knowledge  as  to  whether:  (1)  the  recom- 
mendations of  the  1961  PPRM  were  having  their  desired  effect,  and 
(2)  there  were  additional  problems  needing  attention. 

In  the  preceding  sections,  we  have  seen  that  people  in  different 
locations,  in  different  line  and  staff  capacities,  and  in  different 
agencies  respond  to  many  statements  of  personnel  policies,  practices, 
and  procedures,  in  different  ways.  As  we  have  said  earlier,  the  fact 
that  a group  is  "different"  from  other  groups  with  which  it  is  being 
compared  does  not,  standing  alone,  indicate  that  the  group  is  "good"  or 
"bad."  Our  results  can  only  provide  some  clues  as  to  the  sources  of 
problems  in  personnel  administration,  such  as:  the  possible  foci  of 
resistance  to  current  practices  or  to  innovations,  or  the  places  where 
recognition  of  certain  kinds  of  problems  is  lacking,  or  where  communica- 
tion is  faulty  or  information  is  lacking.  They  also  give  us  indications 
of  where  support  for  given  concepts  is  strong,  acceptance  is  high,  and 
of  pathways  to  more  effective  implementation  of  policies  and  procedures. 

In  the  Projected  Work  Plan  OP-1,  it  was  stated  that  if  the  results 
of  the  present  survey  indicated  a need  for  further  analyses  and  study, 
consideration  would  be  given  to  the  formation  of  a series  of  workshops 
"to  refine  and  more  completely  define  the  problems,  largely  by  deter- 
mining the  why  of  the  problem."  It  was  anticipated  that  the  output  of 
that  phase  of  the  project  then  "would  be  used  with  all  other  available 
judgment  of  the  Department  and  agency  officials  in  planning  further 
action  in  meeting  the  personnel  management  needs  of  the  Department." 

The  information  in  this  report  warrants  serious  consideration  of  such 
additional  follow-up.  This  report  can  serve  as  a source  document  in 
that  process. 
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It  is  recommended  that  further  analyses  and  study  proceed  as  pre- 
viously planned  by  the  PPRM  Evaluation  Committee  and  outlined  in  Projected 
Work  Plan  OP-l,.^ 


The  basic  data  IBM  cards  used  in  the  analyses  reported  are  being 
retained  for  further  use,  if  requiredo  An  index  card  file  of  the  "open- 
end”  comments  of  respondents  is  also  available  as  a potential  reference 
source o 


APPENDIX  A 


Results  Suinmary 

The  description  of  the  contents  of  this  Appendix  will  be  found 
at  the  beginning  of  the  RESULTS  AND  DISCUSSION  section  of  the 
report  (pages  6 to  7), 
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UNITED  STATES  DEPARTMENT  OF  AGRICULTURE 
Office  of  Personnel 
Washington  25,  D«C« 


August  13,  1963 


To: 

From: 

Subject: 


Agency  Personnel  Officers 

Director  of  Personnel 

Follow-up  Questionnaire  on  Personnel  Policy  Review  Meeting 
Recommendations  and  Personnel  Problems  That  Remain 


Section  I of  "Change,"  our  Annual  Report,  outlines  a 3 Step  Process  for 
setting  up  and  achieving  long-range  goals  in  personnel  management.  Step  1, 
The  Development  of  Goals,  is  under  way.  As  you  know,  each  agency  has  been 
asked  to  send  us  by  September  16  a set  of  goals  revised  from  the  list  given 
in  "Change"  (page  5)^.  Step  2,  Present  Status  of  Personnel  Management 
(page  9),  will  be  needed  before  intelligent  action  can  be  taken  on  Step  3, 
Action  Needed  to  Accomplish  Goals  (page  9). 

The  PPRM  Evaluations  Committee  recommended  that  at  an  appropriate  time 
another  check  be  made  not  only  on  the  effect  of  the  PPRM  recommendations 
but  also  on  additional  problems  and  changes  needing  attention,  which  will 
be  used  as  a partial  basis  for  Step  2.  A questionnaire  based  on  the  results 
of  a similar  survey  made  one  year  ago  has  been  designed  by  Dr.  Glickman  to 
accomplish  both  purposes. 

The  Committee  further  recommended  that  these  questionnaires,  with  self- 
addressed  envelopes,  be  sent  each  official  in  positions  such  as  those 
listed  below: 

Field:  State  directors 

Regional  foresters 

Forest  supervisors 

State  administrative  officers 

Regional  personnel  officers  or  office  managers 

Washington:  Division  chiefs  or  comparable  positions 
Assistant  Administrators  for  Management 
Agency  personnel  officers  and  heads  of  major  functional 
units  in  the  personnel  divisions 

We  need  the  responses  by  September  16. 

More  detailed  plans  for  this  can  be  found  under  Item  C of  OP-1,  "Integrated 
Planning  of  Personnel  Management,"  Projected  Work  Plans  for  Fiscal  Year  1964. 

Questions  about  the  survey  should  be  directed  to  Chris  Henderson,  extension 
6955,  or  A1  Glickman,  extension  6106, 
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UNITED  STATES  DEPARTMENT  OF  AGRICULTURE 
Office  of  Personnel 
Washington  25,  D.C. 


August  16,  1963 


To: 

From: 

Subject: 


Selected  Top  Management  Officials  of  the  Department 
Director  of  Personnel 

Follow-up  on  Recommendations  of  Personnel  Policy  Review  Meeting 
and  Personnel  Problems  That  Remain. 


In  September  1961  a Personnel  Policy  Review  Meeting  was  held  in  Phila- 
delphia. Most  of  you  have  heard  of  it  by  now,  I think.  Some  of  you  were 
there. 

A large  number  of  recommendations  came  out  of  that  meeting.  Of  course, 
these  recommendations  have  real  meaning  only  when  they  are  acted  upon. 

How  effectively  they  have  been  acted  upon,  we  can  only  find  out  by  ob- 
taining the  reactions  of  people  who  are  in  a position  to  observe  effects. 

One  year  ago  we  asked  people  who  had  been  at  the  Philadelphia  meeting  to 
give  us  a reading  on  progress  in  implementing  its  recommendations.  They 
told  us  what  they  felt  had  been  accomplished.  They  told  us  even  more  about 
what  remained  to  be  done.  And  they  also  called  to  our  attention  some  new 
questions . 

Now  we  want  to  take  another  reading  to  check  our  progress.  We  also  want 
to  plan  ahead.  This  information  will  be  useful  for  accomplishing  long- 
range  personnel  management  goals  which  are  now  being  developed. 

This  time  we  want  to  get  the  word  from  a broadly  representative  group  of 
line  and  staff  managers  across  the  country.  To  do  this  we  have  made  up  a 
questionnaire  consisting  of  items  drawn  from  the  previous  roundup  of  re- 
actions. We  would  like  to  have  each  of  you  respond  to  each  item,  based 
upon  your  own  observations  in  your  particular  situation.  We  expect  that 
there  will  be  differences  of  opinion  on  some  items.  That  is  one  of  the 
things  we  need  to  know. 

To  help  us  develop  the  most  useful  analysis  of  the  results,  please  respond 
to  every  item  in  accordance  with  instructions  given  and  provide  the  neces- 
sary identifying  information.  We  are  not  trying  to  pinpoint  organizational 
units  or  individuals  (you  will  note  that  your  name  is  not  called  for),  but 
the  value  of  the  information  that  we  derive  from  this  questionnaire  will 
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be  directly  proportional  to  the  number  of  returns  we  geto  So  please  fill 
it  out  as  soon  as  you  can  and  return  it  to  me  in  the  envelope  provided 
before  September  16 > 1963 o 

If  you  would  like  to  receive  a copy  of  a report  of  the  results,  use  the 
postcard  provided o Mail  it  separately  from  the  questionnaire » 

Thank  you  for  your  contribution  to  effective  management  in  the  Department 
of  Agriculture  and  toward  making  it  a better  place  in  which  to  work* 


